
AIR WAR COLLEGE 

IS 
CM 

00 

< 
I 

Ü 
< 

RESEARCH REPORT 

No. AU-AWC-86-103 

THE UNITED STATES AIR FORCE OFFICER EFFECTIVENESS REPORT 

AS PROMOTION SELECTION TOOL 

By COLONEL BILLY W. HUDSON 

DTIC 
EUECTE 

MAR1 7t987 

tmSrw 

03 

—^ä. 

mum 
AIR UNIVERSITY 
UNITED STATES AIR FORCE 
MAXWELL AIR FORCE BASE, ALABAMA 



AIR WAR COLLEGE 
AIR UNIVERSITY 

THE UNITED STATES AIR FORCE ÜFF1CER EFFECTIVENESS REPORT 
AS PROMOTION SELECTION TOOL 

by 

Billy W. Hudson 
Colonel, USAF 

A RESEARCH REPORT PRESENTED TO THE FACULTY 

IN 

•FULFILLMENT OF THE RESEARCH 

REOUIREMENT 

Research Advisor: Colonel Thomas F. Seebode 

MAXWELL AIR FORCE BASE, ALABAMA 

March 1986 

frftfra^^KK^^^ 



DISCLAIMER-ABSTAINER 

This  research  report   represents   the  views  o-f   the 

author   and   does  not   necessarily  relect   the  official   opinion 

of   the  Air   War   College  or   the  Department   of   the Air  Force. 

This   document   is  the  property   of   the  United  States 

government   and   is  not   to be  reproduced   in   whole or   in   part 

without   permission  of   the  commandant.   Air   War  College, 

Maxwell   Air   Force   Base,   Alabama. 

Aooeasion For 
RTIS    GRAfcl 
DTIG TAB 
Unannounced 
Justification. 

By- 
Distribution/ 

J 

Availability Codes 

Dlst 

m 
Avail and/oF 

Special 

i i 5 
V 

bimM&a&^^ 



ABSTRACT 

The United States Air Force <USAF) Officer 

Effectiveness Report (OER) is the performance appraisal 

system for the officer corps. Uses of the ÜBR include 
r 

personnel selection for training, assignments, reductions in 

force, and, most importantly, promotions. Since the primary 

function of the officer corps is to lead, the OER should bt.' 

focused on leadership potential. This paper reviews 

officership and leadership in the military; summarizes 

results of recent studies in performance appraisal; 

discusses the extent to which the present OER addresses 

leadership; and, makes recommendations for improving the 

leadership potential aspects of the OER. The paper develoi 

a li«>t of wirjhi "desirable" leadership traitn to be used dr.. 

rating aimens* ons, or performance factors. T'iese traits are: 

knowledge, planning ability, goal setting, communicative 

ability, personal contacts, initiative, delegation, and 

responsibility. In addition, the paptr recommends a 

retain/release rating block of protes^ional competence to , 

address the "required" traits for an officer. The paper 

concludes that the present OER addresses leadership to a 

great extent; however, the recommended traits prov-ide 0 

lironder ':.rr»|ii' in t<v<« 1 uai i on ot    i c.ult'r '.li 1 p |>(M «-HI 1 .ii . 
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ChaottT 1 

BACKGROUND AND PURPOSE 

Orientation 

The process o-f identi-f ication, selection, training, 

and appointment nt leadership is crucial to modern 

organizations. The leaders directly affect the future of the 

oi-cjaniration by setting policy, plans, and guidance. 

rhe?refore, it is essential to assure that the process for 

installing those leaders is correct in all aspects: from 

evaluation of potential candidates to sustained development 

of managers in the organization. A key instrument in this 

process is the on-going performance appraisal which rates 

oerformance and promotion potential. The United States Air 

Force (USAF) performance appraisal system for officers is 

the Of-ficer Effectiveness Report (DER). 

The OER is used for several personnel decisions, 

including officer promotions. As part oi   the officers' 

"selection folder," the OER provides basic data upon which 

promotion selection boards base decisions. Therefore, the 

ÜER should evaluate the factors which will contribute to the 

officer's success in the higher grade and position of 

authority. Does the USAF OER constitute an adequate 

promotion selection tool? 

This study addressed the question through a review 

of the literature on officership, leadership, and 

i 



per-formance appraisal. The major thrust was first to 

identi-fy key -factors in o-f-ficer per-formance and promotion 

and then to focus on the extent to which the OER addresses 

these key factors. The initial effort led to further 

research of the USAF promotion system itself. Analysis 

indicated that the present OER system focuses on leadersh: i.:; 

however, the system can be enhanced to aid promotion 

selection based on leadership ability and potential. 

Oroamzation 

Officership and Leadership 

Chapter 2 reviews officership and leadership in the 

USAF officer corps. The primary function of the USAF officer 

corps is to lead. Studies conducted over the years developed 

lists of distinct, definable traits which distinguisn 

leaders from the rest of the population. There was both 

commonality and some degree of disagreement among these 

lists. Today, discussion involves the so-called 

"One-Best-Style" and the 'Situational Theories of 

Leadership." The two are actually complementary: 'style" 

being attitudinal, and "situation" being environnental. üooö 

leaders use certain character traits to adjust thmr "style" 

to the "situation." Furthermore, research has shown that 

leaders arc? apt to be more successful i+ they have certain 

traits or have had certain experience. Therefore, Xe-tdersm^ 

traits are the starting point in tne study or leadership. 

BöBjeraöMs^a*^^ 



rtutpt.er   2 fnumer at ev*   thcne   I Hrtdfvr «ihi ft  tr Jit«.;   distinguishes 

between   "required"   and   "desired"   traits;   and,   concludes  by 

noting   that  present  performance  may  be used   in   some 

circumstances  as  a  partial   indication  o-f   leadership 

potential. 

F arformance   Appraisal CF'A) 

Chapter   3   summarizes  results  of   recent   studies   in 

the   field  o-f   personnel   appraisal    (PA),   addressing   purpose, 

structure,   problems,   and   growth.   Results  of   PA  can   be  used 

< ar   such  personnel   actions   as   trans-fer/demotion/separation 

decisions,   compensation   decisions,   counseling,   training   and 

development   decisions,   and   validation  o-f   personnel   selection 

procedures.   The organization's  senior   managers   should   decide 

what   objective   i s   to  be  achievad   with   the  appraisal,   then 

t id lor   the  appraisal   system  to  meet  the needs. 

There  are   ten   general   types  of   appraisal   methods, 

most   ot   which  exhibit   one  or   more of   the universal   problems: 

halo,   leniency,   and   bias.   Attempts  to  minimize   these 

:)r oblenns   include   such   schemes   as  rating   teams,   statistical 

processing,   and   "critical   performance  elements." 

Ci scussion 

Chapter    4   briefly   reviews   the  USAF   DER   and   promotion 

ystems;   compores   the   present   OtR  with   the   leadership   traits 

identified   in   Chapter   2s   and,   m-: 1 es   recommendations   for 

enhancing   the  OELR   system   as   a  promotion   selection   tool.   The 

BMimam^!^^ 



OER  provides  in-formation   -for  organizational   personnel 

decisions and   ceedback   to   individual   ratees.   The  promotion 

system,   which  uses centralized   selection  boards  o+   senior 

of-ficers  to rank   order   individual   promotion  -folders,   relifc^ 

almost   exclusively  on   the  OER   -for    inputs   -from   the   individd. i 

supervisors.   The  OER  -form   incorporates  a   combination   o-f 

graphic   rating   scales   and   narratives,   which  rate   ten 

Per ■) or mane e  Factors  and   Promotion   Potential.   The   present   OER 

evaluates  leadership   extensively  but   lacks   the   scope  o-f   the 

traits   in  Chapter   2.   There-fore,   the  ability  of   the  OER  to 

evaluate  leadership   potential   can   be   improved.    Chapter   4 

proposes  replacing  the   OER   per-formance  -factors   with   the 

eight   "desirable"   leadership   traits  and   a  professional 

competence rating   to   include  the   "required"   traits. 

Findings.   Conclusions,   and   Recommendations 

Chapter   5  summarizes  the  study   findings, 

conclusions,   and   recommendations.   Areas  of   recommendation 

include   leadership   evaluation,   ÜER  rating   dimensions,   rating 

feedback,   and  rater   training.   Recommendations   are   bac.ed   on 

the  comparison  of   the   OER   Performance  Factors   with 

leadership  traits.   The   development   of   these   traits   and   then 

application   to  the  USAI-   officer   corps  are   key   to   an 

effective   leadership-    Therefore,   the  beginning   point   -lor 

this   study   is   in   the   field   of   leadership. 

SK^^^^i^^^^^^^^ 



Chaptpr   2 

1 EADFRSHIP 

A   leader   is  a  person   who   influences  the   behavior   o-f 

ethers   in   the  direction   of   the   leader's  goals;   and, 

organizational   leadership   is   an   interactive  process  o-f 

•rfiuencing   individual   and   group   behavior   to  obtain   the 

organisation's  goals   (14s 1(91).    This  chapter   reviews 

o+ficership   and   leadership   in   the   USAi-   officer   corps. 

Leadership   discussions  revolve   around   style,   traitT   and 

situation.   Good   leaders   adjust   their   style  to   the   situation; 

üLit,   research  hits  shown   that   leaders  are  apt   to   be  more 

successful   if   they  have   certain   traits  or   have  had   certain 

experience   (14:277).   Therefore,   leadership  traits   are   the 

starting   point   in   the  study   of   leadership.   The  following 

paragraphs  enuinerate  these   leadership   traits;   distinguish 

b   Vwetn   "requi»ed"   and   "desired"   traits;   and,   'tonclude   bv 

i"1 ing   tliix^.   pru ut i it   per ♦ o^manr«  may  b»?  uv.ed   in   '.-.ome 

i ircumstances  at   a  partial    indication   of   leadership 

potential. 

Off icership 

The  primary  purpose   of   the   military   officer   corps   is 

to   lead.   This   stems  directly   from   the   officer's   commission 

and   from   the  standard   practices   of   a  hierarchical 

organisation   (23:145-152;    17:18,67-68).   A  r,uaibf;r   of   traits 
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or  characterizations  o-f   leadership  have  been   identified 

through   extensive  research    (22:678-683).   While   individual 

experts  argue  against   -Focusing   on   leadership   traits   (27:73), 

most   agree  that   "success   is  niuch   more   likely   i-f   the  manager 

has  certain  characteristics,   exhibits  certain   behavior, 

and/or   has had  certain  experiences"   (14:277).   Therefore, 

organizations  could  combine  the  results  of   research   in 

leadership   and   appraisal   systems  to  focus  personnel 

performance  on   leadership. 

Tne  military   officer,   whether   in   command   or   as   * 

member   of   the  commander's   stat r ,   it.-  chartje'l   to   lead 

(23:145-152).   Samuel   Huntington   expressed   this   leadership 

function   in  definitive  terms:    "The  direction,   operation,   ^rd 

control   of   a  human  organization   whose  primary   function   is 

the  application   of   violence   is   the  peculiar   skill   of   the 

officer"    (21).   The  officer's  entire  orientation   is   toward 

leadership:   As  commander   he   sets   the  example,   the   "vision", 

and   the   goals  for   the   men   of   his   command   (3);   or,   as   a   sta-H 

member,   he  assists  the  comma tder   in   setting   the   goal1-., 

establishing  the   vision,   and   conducting   the  unit   toward   its 

objective   ;25:40;    23:152-153-.    Regardless   of   rank   or 

position,   tne   military   officer    is   a   ieader—by   calling, 

training,   heritage,   and   commission. 

The  (no ;t   important   reason   for   evaluating   leadership 

potential   is   to   ensure   the   quality   of   the   of+icer   corps   on   a 

continuing  bci^is.   The   next   Ticst   important   reason   is   to 

identify   dt   pooi    nf   jiolenM.»!    le.'der'.   H . KU   whi'h   in   dr uw   wht.-n 

äaraMaftSc^^ 



•Heeded   in   event   of   war.   Witness»  President  Lincoln's   arduous 

•.t:.tr t.h   for    an  f< ftv.tivt»   leader   «or   the  Union   Army   at   the 

beginning   of   the  Civil   War.    Also,   General   of   the  Army  Georqe 

H,   Marshall's efforts  to  install   effective   leadership  during 

the   initial   phases  of   World   War   II   (29:31-33)   make   it 

obvious  that   the   identification   of   leaders  on  a   continual 

basis  must  be   institutionalized.    The  military  must   be  able 

to   identify   its  potential   leaders   in   a  routine,   on-going 

effort:   There  mav  not  be   sufficient   time  to   re-man   the 

critical    leadership   positions   prior   to  the   ne;;t   major   war. 

li     is   c»lso  essential   thrit   effective   leadership   up   and   down 

the   chain   of   command   structure  not   ha'/e   to  rely   on   one   key 

individual   to personally  realign   the  manning. 

Academic   Discussions 

The  question   of   whether   the  military  could   have 

geared   itself   up   so   quickly   without  General   Marshall's 

personal    ir^oivement.   in   1 eader^hi n   manning   is  academic.   The 

tt.ilitary's  concern   for   management   in   the   1960',:J    »perhaps 

stemming   from Peter   Drucker   s   -lassie   1954  wort'. 

The   F'ractice  of   Management,   and   certamlv  pushed   by 

Secretary   of   Defense  rlcNamara   s  emphasis  on   Operations 

Research   and   analytical   methodology)   diverted   attention.    The 

resulting   shift   in   the   language   to  emphasize  management 

caused   a   widespread   uneasiness   in   the  Air   Force.    There  was 

serious  concern   that   the  essence   of   the  officer   corps  was 

tem^£Mim-&^^ 



becoming  oriented  toward  management  considerations  at.   the 

expense of   leadership   (4:168-170). 

As  might   be  expected   -from  a  close  reading  of 

Drucker,   the shift   in emphasis  -from  leadership  to management 

was  only  a  temporary  perturbation   (9:159-160).   The  overall 

requirement  for   leadership  by   the  of-ficer  corps  did   not 

diminish.   Eventually  the   language,   and  the  emphasis   in   the 

Professional   Military Education  courses shifted  back   to 

leadership.   The brief  detour   into  the management   world 

provided   a  broader   intellectual   background   to  the  officer 

corps  and   left  a   legacy  of   more  structure  and  discipline   in 

decision  making,   particularly  in  business oriented  matters. 

Cost-benefit  analysis,   Operations  Research,   and  systems 

analysis  provided  a  rational   base  for  the   "intuition", 

"rules  of   thumb",   and   "gut  feel"   which  had   long  been   the 

stock   in   trade for  military   decision makers.   The  good 

leaders  added  the  mathematical   tools  to their   repertoire  and 

proceeded  with  the  job  of   leading.   The controversy  over- 

leadership   and management  was   irrelevant:   the  effective 

leader   will   be  a  good  manager   at   the outset   (28:271-272). 

Another  discussion   involved   leadership   style   versus 

leadership   traits.   Proponents   of   the   "One   Best  Style"   of 

leadership   claimed   that   the   best   leader  combines   two 

essential   elements  or   dimensions   simultaneously:   high 

concern   for   the  people working   for   them;   and,   high   concern 

for   objective   <t(.i ompl i Bhmeni     (2:45-47).   Proponents   ni    the 

"Leadership   Traits"   school   of   thought   claimed   that 

8 
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leadership   is made  up  of   numerous  personality  or   character 

traits.   This  latter  theory  allows  -for   analysis o-f   various 

characteristics  in   an   individual.   McGregor   viewed   leadership 

as  a  relationship   between   followers,   organization, 

environment,   and  the   leader   (27:72).   The  ideas could  be 

combined  to  say that  the   "One  Best   Style"   expresses  an 

attitude;   and,   "Traits"   are  part   o-f   a  person's  personality, 

regardless   of   attitude   (17:50).   The   "Trait"   theory   also 

accommodates  changes   in   leadership   style  to  suit   the 

situation.   This  is   a   particularly   useful   factor   in   analysing 

the   actions  of   past   leaders.   Leaders  throughout   history 

tended   to  be  quite  flexible   in   style,   sliding   back   and   forth 

across   the   spectrum,   making   the   study  of   any   one   style 

difficult   and  tending   to   discredit   the   "One   Best   Style" 

theory. 

Studies of   past   leaders   were   important   because   an 

analysis   of   leader   actions   and   decisions   led   to  clearer 

identification   of   characteristics,   factors,   and   conditions 

>:f   effective   leadership.    Once   identified,   these   subjects 

could   be   taught   ho  others.   This   in   turn   dispensed   with 

-.rioKher    controversy:   whether   leaders  are  born   or   made.    If 

u ^e   ley   essentials   can   be   taugt it,   then   leaders  can   be   made, 

btsneral   S.L.A.   Marshall   of   the   Royal   Air   Force   agreed   that 

leadership   can   be   taught,   with   the   important   stipulation 

hat   the   individual   be  endowed   with   one  predisposing 

characteristic;   commitment   (30:IP-13). 
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Leadership   Traits 

General   S.L.A.   Marshall   went   on  to  list   some   of   the 

essential    ingredients   for   a   success-ful    leader:   intelligence, 

courage,   decisiveness,   successful   image,   candidness,   ability 

to set  an  example,   ability to  balance  challenge with 

limitations,   ability  to  delegate,   ability  to communicate, 

and   ability   to  take risks   (30:13-22). 

General   Omar   Bradley   was   convinced  that   leadership 

can   oe  developed   and   improved   by   study   and  training   (3:6). 

General   Bradley,   while  acknowledging   thit   there  are  many 

qualities   which  contribute  to   effective   leadership,   iisLeo 

the  following  as being  perhaps  the  most   important:   job 

knowledge,   demonstrated   interest,   mental   and  physical 

energy,   human   understanding   and   consideration,   conviction, 

confidence,   imagination,   and   character    (3:4-6). 

General   Maxwell   Taylor   proposed   four  categories o-* 

leadership   characteristics:   professional   competence, 

intellectual   capacity,   strength   of   character,   and 

inspirational   qualities   (37:85).   General   Taylor   thought   that 

the   first   three  of   these  could   be  enhanced   through   study, 

training,   and   experience,   but   he   was   less  certain   that 

inspirational   qualities  could   be   purposeftu ly   instilled   or 

improved   (37s92-93). 

By   way   uf   a  comparison   with   civilian   leadership, 

Wendell   French   reported   that    Chief   Executive  Officers   from 

Fortune  500   companies   in   1980   looked   for   the   following 

traits   in   successors:   integrity,   ability  to get   along   with 

IM 
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people,   industriousness,   intelligence,   business   knowledge, 

aiäsunung   le^der^hip,   and  education   (14:281).   Rodman   Drake 

proposed   that   successful   executives   possess   some   combination 

oi   the   following   traits:   ability   to   focus  attention, 

emphasis   on   simple  values,   staying   in   touch   with   people, 

avoiding   pseudoprofessionalism,   managing  change,   ability   to 

delegate,   and   ability  to  accept   responsibility   <8s24-26). 

And   finally,   Robert   Swanson,   Chief   Executive  Officer   for   Dei 

Webb   Corporation   during   its   recovery   in   1981-82,   looked   for 

five  personal   qualities   in   his   Human   Resources   managers: 

ethics  and   integrity,   planning   ability,   ability   to   keep 

c»-i^es  small,   risk-taking   initiative,   and  ability  to  control 

corts   aV:9). 

This   review  shows  a   commonality  of   factors  between 

lists   and   some   interrelationship   between  elements  within 

lists.   Therefore,   these   traits   can   be   arbitrarily  grouped   in 

order   to   reduce  the  size  of   the   list   and   facilitate 

discussion.   The   iists   lend   themselves   to  several   methois   of 

categorization,   but   the   first   concern   is:   What   are   the   most 

latic   ingredients  -for    leadership? 

The   consensus  of   the   experts,   does  not   assign 

^^lative   importance  to  these   traits   or   provide  a   frame  of 

• eterence   to  distinguish   the1    'required"   from   the   "desirable" 

traits.    The   following   discussion   on   group   acceptance   of 

authoritv   makes  this  distinction   between   "required"   and 

''itsi rabl e"   traits. 

1 1 
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Legitimacy 

The  theory  ■for   legitimacy  o-f   leadership   is  based   on 

Chester   Barnard's  Acceptance   Theory  o-f   Authority   <26:79-80), 

In  accordance   with  the theory,   the  group   judges  its   leader 

based  on  group   values and  goals   and,   therefore,   accepts  the 

leader   so   long   as  he  adheres   to   the  group's  values  and 

goals.   From   this   standpoint   the   leader,   constrained   by   the 

group   s   values   and  goals,   is   a  de   fi^to   follower.    The 

important   point   o-f   this  theory   is   that   the   leader   must   have 

certain   characteristics  before   the   group   will   accept   his 

leadership.   Once  the  group  accepts   the   leader,   then 

additional   characteristics  enable   the   leader   to direct   the 

group's  efforts.   Thus,   group   acceptance  demands certain 

"required"   traits;   and,   continued   leadership   is enhanced   by 

"desirable"   traits  which   contribute   to   the   leader's 

effecti veness. 

Required   Traits 

The   following   five categories   of   traits  are   the 

basic   foundations   for   a   leader's   character.   These   traits 

define  the  minimum  acceptable  parameters  of   the   leader   s 

character. 

Intel 1igence.   A  sound   mind   is   the   leader's most 

effective   tool.   Properly   trained   and   attuned,   the   miprl   wi i I 

assimilate   and   process  data,   make   oecisions,   adjust 

to^fflaba^^^ 



leadership   styles,   and   literally  establish  the  -foundations 

for   .all   other   characteristics   (i;   8;    14;    19;   30;   37;   39). 

This  i«  the  trait   most  common   to  all   lists.   This does  not 

mean  that   the   leader  must  be  the  smartest  member  o-f   the 

group,   but   it   does   imply that   the   leader   must  have  the 

ability  to  recognize  and  ef-fectively  utilize  the  ideas  o-f 

others   (3:3). 

Integrity.   General   S.L.A.   Marshall   addressed 

pseudopro^essional ism  and  integrity   in   the  -following  way: 

In   whatever   calling,   the  man  chosen   to   lead   must   first 
o-f   all   be   true   to himself—his   ideals,   nature,   character 
and  sense  of   humanities. .. It   is  never   necessary  to  play 
a  part;   so  doing   is  an   admission   that   one's  self   is not 
big   enough   <30:14). 

For   higher   command   levels  this   necessarily  entails  matching 

resources   with   tasks  assigned   to  subordinates.   The   lack   of 

re-sources   to  meet   tasking  after   the  Vietnam  war,   combined 

Kith   refusal   of   senior   officers  to  recognize  or   admit   the 

sicuation,   drove   junior   officers   into   an   irreconcilable 

i.!i lemma:   do  the   job   without   adequate  resources   (an 

impossibility);   or,   falsify   reports   to   avoid   negative  career 

impact    (4:171-172).    Integrity,   as   a  collection   of   traits  for 

tlti ^  discussion,   should   include  honesty.   For    honesty   is 

ti'^enti al   to   personal   credibility.    It   is   a  basic   value   by 

which   the   group   judges   the   leader's  acceptability,   or 

legitimacy.   Honesty   is   key   to  gaining   confidence,   which 

McGregor   said   is   the   first   requirement   for   the   effective 

manager    (27:42). 
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Courage.   Clausewitz   re-fers   to   "experience and 

courage o-f   the troops"  as one o-f   the  principal   moral 

elements  in   war   (39:186).   The  leader   must   unify  his  unit 

with   his  own   -fortitude.   He sets  the  example -for   success  at 

all   times;   and  personally  leads   during   crises. 

Success.   General   S.L.A.   Marshall   remarked:   "Faith   in 

ultimate  success   is  the road   to  success   itself"   <30: 19) . 

Martin  Smith   in   advising  managers  now   to   establish  a  good 

management   team  said:   "...demonstrate   that   you're  a  boss 

with   vision,   that   you  set  realistic   and   obtainable—though 

di-fficult  goals,   and  that  you  create  an   environment  where 

accomplishment   is   amply rewarded"   (36:44-45;.   General 

Bradley   included   LUCK as one  o-f   the   essential   ingredients 

■for   a  great   leader    (3:6).   While  neither   success  nor   luck   can 

be taught   or   adequately controlled  to  the   leader's 

satisfaction,   he  can  maintain   a positive   image,   a positive 

attitude  and   keep   up  the  momentum. 

Commitment.   The dedicated   officer   must  be  able  to 

carry  out   assigned   tasks  completely   and   thoroughly;   he  mu^t 

be able  to   follow   through.     General   S.L.A.    Marshall   placed 

all   other   traits   second   to commitment   when   he  said: 

The  more  superficial   traits  of   manne.",   bearing, 
initiative,   and   magnetism  may   lift   him   into   leadership, 
but   in   the  eventual   test   of   time   onlv   commitment   can   see 
him  successfully   through   real   crises    (30:13). 
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Sun   Zi ,   ths   Chinese  philosopher   and  general,   noted   in  514 

BC:    "Weak   leadership   can  wreck   the   soundest   strategy; 

forceful   execution   of   even  a poor   plan   can   o-ften  bring 

victory"   (33:25).   Commitment   also  entails   the  mental   and 

physical   energy,   enthusiasm,   and   "stubborness"   General 

Bradley   saw   as   essential   leadership   traits   (3:5). 

This  concludes  the   list   of   five  basic   categories  of 

traits   an   individual   must   have   in   order   to  receive  group 

acceptance   a?   the   leader.   Lack   of   any   of   these   fundamental 

elements  undercuts   the   individual's   legitimacy   to  lead. 

PoE^essing   these   basic   traits,   the   leader   can   begin   to  build 

ein   the  other   traits   to   enhance   leadership   ability. 

Desirable  Traits 

In   addition   to  the  preceding   required   traits,   there 

are  eight   desirable   characteristics  which   contribute  to   the 

success   o-f   an   individual   as   a   loader.    These   traits  may  be 

present   in   varying   degrees,   but,   in   general,   the  more  these 

traits   are  present,   the  more  successful    the   individual 

leader   will   be. 

Knowledge.    The   successful   leader   must   be  technically 

competent   in   the   unit's   specialty   (3:4;    37:84-85;    14:281). 

In   addition,   he   must   be   knowledgeable   of   the   organization's 

policies,   plans,   personnel   and   structure.    Only   with   thorough 
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knowledge can   the   leader  adequately  train   his  people and 

form a  solid  base   for  planning  activity.   This  is  Douglas 

Freeman's   "know your   stuff,"   of   which  he  said   "...know  your 

own  branch. .. know   the related arms  of   the  service.. .and   know 

the  yesterdays"   <13:4-5). 

Planning  Ability.   The ability  to  manage  time,   work, 

and  people  to  achieve  the organization's  objectives  is  key- 

to  effective  leadership   (14:112).   In   this   vein,   General 

iiradiey   considered   imagination  to be   important: 

Imagination   is   the quality  that   enables   Cthe  leaderU   to 
anticipate   the   train  of   consequences  that   would  follow 
from his contemplated  courses of   action.    He  can   mimmizt-' 
error   and  be  prepared  for   likely  contingencies   (3:6). 

Goal   Setting.   The effective   leader   must  have  the 

"vision"   to  see  and   set  realistic  achievement   goals.   This 

implies   evaluating   job  accomplishment   in   light  of   what  was 

available  to work   with  -not   relative  to   some   ideal   standard 

(4:174). 

Communicative  Ability.   Both   written   and  oral 

communications   are   essential   to   selling   ideas  up   and   down 

the   organization.   General   Taylor   staunchly   supported   the 

need  for   communicative  skills   in   the   leader   when   he  said: 

If   asked   to  identify   certain   intellectual   gifts 
particularly  appropriate   to   the   tasks...of   a   leader,    I 
would  underscore   the   importance   of   clarity   and   facility 
in   oral    and   written  expressiori    (37:86). 
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Per yon a 1   Cpnt.ag.tfr.   I.trader ship  t»f+ ec:t i vene&s dppjpndG 

cjn  the  individual   s   ability   to get   along  with   people  both 

.itbove and below.   One  of   the  chief   functions  o-f   the  leader   is 

to  inter-face  with   other   agencies,   offices,   and   groups 

.4:80-81).   Acquiring,   maintaining,   and   expanding   these 

contacts   is   ley   tc   the  leader's  continued   success.   General 

Bradley   advocated   frequent   visits  with   subordinates  to 

demonstrate   interest   and   to offer   recognition   and 

«•ncouragement    (3:4-5). 

Initiai i ve.    The  effective  leader   must   be  a 

self-starter   and   able  to  handle  risk.   He  must   be  able  to 

realistically  assess   and   plan   for  risk   in   order   to take 

advantage of   opportunities.   General   S.L.A.   Marshall   said   of 

decision   making   and   risk: 

True   'Jet_;i5ion   making   means   the  resolution   of   a dilemma, 
doing  something   when   there  is  no computing   the most 
favorable  course.    It   is  a  leap   into  the  dark,   the 
acceptance   of   the   large  risk,   done  almost   in   the  spirit 
of   the  gambler.    That's how  things  are  done   in  combat,   or 
for   that   matter,   in   the  world  of   business   and   in 
personal   affairs   (3^;16). 

Deleqahi on.    The  most   productive   leaders  are  able   to 

select  good   subordinates,   accurately  assess  their   own   and 

the  subordinates     capabilities  and   limitations,   and  assign 

tasks at   the   appropriate   level.   McGregor   commented on  the: 

benefits   of   delegating: 
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We have   learned... i-f  we  push  decisions  down   in  an 
organization   as  far   as   we  possibly  can,   we   tend   to get 
better  decisions,   people...grow  and  develop   more 
rapidly,   and... are   motivated   more  ef-fectively   (27:121). 

This  does not  mean   abrogation  of   the   leader   s duties  or 

responsibilities.   It  does   imply  the  self-discipline  to stand 

up  occassionally   to   the  next   higher   commander   in   taking 

responsibility  for   what   is  being   achieved  as  compromise 

between  current   necessity   and   investment   in   greater   future 

capability   (4:186).   Delegation   also   implies   the   self 

discipline  to  allow   subordinates   to   learn   from   their 

mistakes.   General   S.L.A.   Marshall   remarked   that   ,!thB   trul v 

modest   man  as   leader   has  no  desire to  preen   himself   and  no 

impulse   to deny   trust   to  his   subordinates"    (30:15). 

Responsibi111v.   The   real   leader   acknowledges  to 

himself   and   to others   that   he   is  ultimately   responsible  for 

the  group's   success   or   failure.   The  ability   to   build   on 

success   and   to   learn   from   railure   is   an   essential   key   to 

productive,   effective   leadership.   Lieutenant   General   Catton 

related  responsibility   to   several   other   characteristics  when 

he  addressed   the  Air   Command   and   Staff   College   in   1968: 

The  depth   of   your   sense   of   responsibility   is   reflected 
in   your   willingness   to   take charge,   act   with   ambition 
and   enthusiasm,   be   dedicated   to  your   profession,   rind 
assume  responsibility   for   your   mission    (t>: 20-21). 

This  concludes   the   list  of   desirable   leadership 

traits.   The   merhamr-m   for   evaluating   such   f'Scrtort.   remains 

'•{H'M.    Win U'   I h«'r «_'   itr o   niuiu'r m    ,   (MT • or IK.IIU «■   ,iii|»r .< i s.» I    mi-l huil' 
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*v*i 1 abJ e,   +ew  aMdrest.  potential   in   a  detailed   analysis of 

performance  dimensions. 

Followership   and  Leadership 

The  concept   of   the   leader   being   a  -follower   in   the 

same  group   leads  to  the   idea  o+   identifying   leadership 

potential   by  evaluating   the   individual's  ability   to  -follow. 

The   ability   to  motivate  others,   sell   ideas,   carry   out 

directions,   and   hone   skills   are  essential   to   the   leader's 

character   and   position.   Moreover,   these   items   are   important 

performance   elements   for   the   individual   group   members. 

Therefore,   using  the  pHrsonnel   appraisal   system,   it   is 

onreivable  to  use   present   performance  as  a  partial 

indication   of   leadership   potential.   The  next   cnapter   reviews 

performance   appraisal    in   general   and  discusses   three  of   the 

more  promising   ideas   for   improving   the  process. 

1 9 

tomia^ 



Chapter   3 

DEVELOPMENTS   IN   PERFORMANCE   APPRAISAL 

This chapter   summarizes  results  of   recent   studies 

and   thought   in   the   field   of   personnel   appraisal    (PA   .    Tne 

chapter   addresses   four   aspects  of   the  PA  process:   purpose, 

structure,   protlems,   and   growth.   An  overview  of   tne 

literature   leads  to   identifying   a   lumoer   of   tools   of   the 

trade,   and  provides  a  basis   for   conclusions  and 

recommendations   included   in   the   summarv. 

Purpose   of   Performance  Appraisal 

Results  of   the  performance   appraisal   process   art 

used   for   a  variety   of   purposes   including:   behavior 

modification   (or   enforcement);   motivation:   and   information 

for   personnel   management   decisions   (promotion,   a^ard, 

transfer,   etc.).   Other   functions   include  werk   role 

definition,   pay   increases,   tenure,   employee   protection, 

training   selection,   organisational   control,   record   of 

performance,   communications,   and   "to   let   employees   knew 

where  they   stand"    (34:72).   tis  w th   an>   data  base, 

bureaucracies  tend   to   adopt   PA   results   to  purposes   beyond 

the   original   intent. 

Frequently,   there   is   also   a  chfterence   of   opinion 

between   management   and   the   workers   a?i  to   thi1   purpose  of   PA. 

Managers   believ   the   PA  pruces!»   i L.   tu  allow   ^ar kiir ^   to   m^i n 
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inputs to worl:. definition; whereas, workers see it as a 

means of feedback on pay, planning, and developmental 

i' MU.»«--I, kiHiear 4,li imlic.itt'S wurltT'. mur f r «.«adi 1 y accept. PA 

systems which they have helped develop; there-fore, involving 

workers in PA development could be one way to refocus the 

purpose on organizational objectives, if required (24:33, 

72) . 

The broad range of uses for the PA process has not 

changed significantly in the recent past, but the literature 

•fhuw-s. /»n inclination toward narrowing the scope (34:72). The 

single system cannot be optimized for all possible purposes. 

UkTidel 1 French noted that the purposes of motivation and 

behavior modification are mutually exclusive (14:357). 

McGregor noted a basic conflict between the judicial role 

demanded of the supervisor in the PA process and the 

advisory role the supervisor plays in helping subordinates 

achieve personal and organizational goals (27:187-188). 

"iMtjrefore, there may be a number of additional uses of the 

i •* process which are mutually exclusive. The implication is 

• hcit the scope oi iic-es must be narrowed m order for the PA 

process to be useful. Otherwise, the entire process will be 

di i ^.ited. 

The majority of PA systems are set up to measure 

performance in the present .iob and ignore potential. 

Therefore, promotion selection using such a system is based 

on the emplovwe's performance in the present job rather than 

on potential to perform in the new job. Leadership traits 
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also  vary between  different   levels  of   the  organization 

(4:85-86).   Obviously  then,   the  PA  system must   be  tailored  to 

serve   the purpose:   For   promotion   selection,   the  FA  process 

should   evaluate potential;   for   sward   and  recognition,   the   PA 

process  should  evaluate  performance.   Some  researcher» 

advocate  tailoring   the  method   to  the  purpose:   traditional 

approach   for   promotion   evaluation,   training   selection,   and 

merit   raises;   and,   collaborative  approach  to develop 

employees   (38:71).    (Col laborcsti Vö  throurhout   this  paper 

refers   to  a   PA  method   in   which   the   worler   fiarticipates   in 

development   of   goals,   criteria,   implementation,   etc.) 

According   to  some  experts»,   career   (jevelcpmenc 

ditcussxons   should   be   separ^tt-d   from   i_he routine   PA 

functions  such   as  pay  and   ^or k   plfnr.xng;   and,   a  separate 

sy&tem   should   address   career   oppor iium ties H   development 

needs,   and   the  career   track   with   the   individual   in   another 

joint,    integrated   program   i24:34).   One  organization   used   a 

separate   section  of   the   same   PA   form   for   pron.otion 

recommendations.   In   this   section,   employees   indicated   job 

preferences   three   to   five   rears   in   the   fut*. re.    Supervisor«; 

then   commentf.J   on   whether    the   plan   wari   fettsible,   whet,   now, 

and   the   training  recjui'ed    (3L:'.9).    Tnus,   t   e  evaluation   c + 

present   performance   and   potential   capatility   were   addressee 

separately. 
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·r~ .e fol .IOtttng paragraphs address the various •ethods 

used in the PA process. :1ost of the re• ·ent resea .. ·c-h 1 n PA 

has focused on the "for•", as oppos•d to the ".eans" 

<24:22>. This is a concer·n because the means of achieving 

the output may be ~re impor-tant than the output itself in 

so~ in~ta ce~ ' 20:264). Personnel .ppraisal metho~s are 

based o 'l th ee wid• per~>pectt"e~: (1) economic i ndices or 

rpr.ul +. s~ (2 } personality or tr.;nt s ; ~nd, (3) t hrCX.lCJh 

observation of b~havior (16:37). lhese three broad 

IJe r ~pec:t i ves ~are etd 1ressed in mort~ sper:i f i c ter•s thr· oL&gn 

.11 fi r e r,t " y~tu •• ~ . .. o •· "Method " ... allow nq ii.re d~sc:raptionli 

L•f SiX Cotftfllon f'A 1lie hodS I 

le 

Job dimensions are r a ted on a scoaled continuum 

• •-mning Qene all ' from poor to superior. Most ~c«J.les are 

· . . a·, · Jy subject1 .e and oftP.n are ori en ted o quantifying 

"' .•nJ•ldes ~ , ~~ ~ t • ,,s .~t~1tu l. r . d 1 0 alt.v ( 5 :1~1...,; "5&:721. 

t IL,.v1 raJ ly f\nc: h or • R _tl Jog :3c:d i ~s CUARS) c on s t1 t ute a 

s e c ial ~pn l 1 r:at 1 on c f tni ~ me thod. tea• of job expert ~ 

~ ~ l lab~rat e t o oef1 e per form~nce rat t~g leve s througn out 

t' seal<;? con t inu um. This provides a more prec ise d~·f1ni~ion 

o t ,.;er o w.anc a nd inc: r-e <Ases rat e r obje~t•vi - Y 15 : :::;8 ) . 



Renk Order Method 

Individual employees are compared to other employe».; 

tc determine whjch one IR better and, thus, to determine '.l-t 

order 0+ per-formance. This method is sped T ic.al iy oriented 

to breaking ties since the evaluator is forced to select one 

employee as a better performer than another (5:124). 

Foi ced Distribution Method 

Actually a governing tool applied to other method f 

this method imposes limits ci the number of employees that 

can be rateo in certain blocs of the rating tcale. The 

primary purpose is to control irflation. Forced di str ibit; r. 1 

limits the number of appraisals given ratings in any gi de- 

block to -force a normal distribution curve (5:125}38:72) . 

The USAF "controlled OER" system (used during tne period ai 

1974-1978) is an example of forced distribution. 

Cr111cal 1nc1 dent Met hod 

Supervisors keep a current record of individual 

empiDvees' notable actions. The pu-pose 15 to document 

oer fjr mane e thr oughour. the evaluation period, rauher "h^, 

relying on memory to c-va.iuate performance, fr^s method 

miniiiiizes the problem of "recency", m wi.i h mo e recent 

incidents dofiiinale the ratma '"5:120). 

-:4 
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1 tj'C.»HJ  ci»u t cg_MeU tut! 

Sets   ot   descriptive   statements   are  usad   ta  describe 

an   employee's   per-formance.   Each   descriotive   statement   has   an 

assigned   weighting   factor,   which   is  not   necessarily 

a/axlable  to   the  rater.   The  combir^ation   a-f   precxte 

ciescriptioi -J   and   weighting   -factors   increases  the  rater's 

objectivity   and   reduces   "h^io"   isnd   "leniency"   effects 

;5; 121) . 

!:" I^JL: .■j.'jJLJJLiiy M'- Uu »d 

Objectives   set   at   the  beginnm-j   D+   the  evaluation 

t.,'»riod   are   used   to  measure  performance   (8:38).   Goal-setting 

s   normally   a   col 1 aborat i ve   method   with   employee   and 

supervisor   jointly   deveiopirg   objectives   and   performance 

criteria.   The   premiere   example   is  Manageimnt   By   Objectives 

HBO)    (9:121-136). 

other 

IFS .er   u' pn   PA   methods   include   narratives, 

t Jteckl 11 tb ,   and   piir eU-cotipan sons   ( L6? 38-39 J .   The  vario'is 

•Tiethods   are   presented   here   as   a   ft ame   of   reference   to   aid 

discussion   of   proposed   s/stems.   Most   "new"   appraisal    systems 

nr B   merely   refinements   to  existing   methods.    There   are   a 

limited   number   of   things  that   can   be   evaluated   and   a   limited 

nurrber   of   ziays      o  evaluate   and   document   those.    Apparent! >, 

research   has   e,;t. ju.l>d   the   list   of   new   things  tc  evaluate 

i<.ilhQu+   fominq   to  grips   with   the   problefTs. 
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Per-formance Appraisal   Problems 

The  addition   of  Management   By  Objectives   (MBO)   has 

not   alleviated   the  overall   problem  oi   selecting  the   "best 

qualified"   individuals.   The MBO  process   is  tailored  to 

specific   individual   subordinate  and  supervisor   pairs 

(27:19-2(9).   Consequently,   MBO  degrades  comparability between 

individuals.   Therefore,   organizations   using   MBO usually  have^ 

at   least  one  additional   appraisal   method   tc  determine 

performance  ranking.   Other   problems   in   the?  PA  process  r enui t 

from  errorn. 

These  errors   car   result   from  misunderstanding   of   tnLi 

performance  criteria,   misinterpretation   of   rating 

instructions,   or   personal   biases.   TQ   show  the  extent   of   the 

problem  for   practically  any  PA   system,   errors  can   stem  fron» 

rater,   method,   ratee,   job,   context   and   the   interactions  of 

each   (11:78).   Subjective  human   and   environmental   variables 

which   may   contribute   to potential   problems  are; 

- prejudices   (age?,   se,;,   race,   etc.)   and  biases 

< h<H 1 o,   recency ,   1 eni ency); 

- political   gaming   (by   employees,   as  weJ1   as, 

evaluators); 

- attitudes    (lac>    o+   support   by   top   manaqefiient) ; 

- political   pressures; 

- lack   of   training   (in   the  evaluation   system^; 

- lack   of   measures   (absolute  or   reiativp)    of 

performance; 



- absence?  o+   controls  on   the  overall   system; 

- ine-ffectiveness  of   existing  controls;   and, 

- l«?gal   consid*?rat i on1-    i'itate  and   federal   laws, 

appeal   procedures)    (16: 40; 20:260) . 

Some   errors  are   inherent   to  the   evaluation   concept 

itself   and   will   be  present   to  some   extent   in   any  PA   system, 

regardless  of   design.   However,   proper   attention   to  design 

And   implementation   can   lead   to   a  better   basic   PA  system. 

wrdon   summar ized   design  flaws   as   follows: 

Poorly   designed   ni?rformance-assessment   programs   are 
characterized   by   lack   of   objective   standards 
...wrung   performance criteria,   vague  definition  of 
per-formance   criteria,   and   failure  to   weigh 
performance   factors   (16:39). 

Additionally,   the   ^valuator's  task   is  complicated  when 

performance   is   affected   by  factors  beyond   the  ratee's 

control ,   such   as   jobs  requiring   input   from   another  branch 

(2,3!264) . 

Fortunately,   problems   in   the  PA  process   have  not 

^j'jm f icantl v   increased   recently.    Similarly,   however,   there 

little  pf ogreH«;   »n   reducing   the  number   of   these problem?.. 

in >   trend   in   business   is   to   shift    from  t.oi 1 abor ati ve   to 

ii aditional   niethod*   in   an  attempt   to   strengthen   the   legal 

Je^ensihi 1ity   aspects   of   the   PA   process   through 

ducuifttntation.    Management   favors   the   traditional   rating 

methods   because   the>   give  an   appearance   of   or gam rat i onal 

•-•■'lujty;    mifiimise   controversy   over   ratings   between   supervisor 

ei ■■   ratee;   and,   provide   stancardized   data   for   decision   making 

k ".it; ;*!-76) .   The   < '»st   in   this   s»>.t'   most   likely   will   be  an 
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increase in worker dissatisfaction, with all the attendant 

drawbacks (i.e. absenteeism, grievances, turnover). 

There does not appear to be a single, elegant fix to 

the problems. The various PA system components are so 

interlinked that solving a problem in one part of the process 

may result in a worse problem in another part. In addition, 

the proposed fixes tend to be expensive in terms of manpower 

to design and implement. The best fix is a good basic PA 

system based on sound job analyses. Joii analvsis is the most 

essential element for minimizing bias and meeting legal 

requirements; therefore, job analysis is tne starting point 

for any enhancement program <12j 15; 16; 20; 24; 34). 

Rater training can also contribute to enhancing a PA 

system (20:264-268). Research using feedback in one rater 

training program reduced leniency, but not halo effect. The 

feedback, showing scores given by the rater compared to those 

of the overall company average, was well received by the 

raters and was judged by the rust-archers to have good payot ( 

for the organization (7:92-94). Rater feedbaci. could be one 

of the most cost-effective ways of miproving PA systems. Data 

to provide feedback are usual 1 v availaule within the compam 

and need only be extracted, formatted, and briefly analyzed 

to let the rater see how he "stacks up" with other raters. 

Also, rater feedback does not require a substantial amount o* 

qr dwtti in Kio existing PA system. 
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Growth 

Growth   and   development   of   innovative   ideas depend  on 

e/perimentation   in   organizations  representative  of   those  in 

which   the  -final i red   systems will   be  used.   However, 

avpcrimentation   c^n   be  dangerous  to  both   the   organisation  and 

itu  members.   Secondary  effects   such   as   loss   of   specialists 

due  to  biases   can   have   serious   implications   for   both 

Btnrt-term   and   Jong-term   goals.   For   example,   military   flight 

tc-'it   engineers  on   a   base  run  by  test   pilots   were   seriously 

M'?cted   by  a   forced-distribution   rating   system.   The  higher 

.-lings  went   to  pilots.    In   the  next   promotion   cycle  a 

significant   number    of   engineers  were  not   promoted   and, 

therefore,   resigned.    As   a  result   of   this   mass   exodus,   the 

organisation   was   Forced   into   a   large  engineer   recruiting 

campaign   and,   at.   the   same  time,   faced   the  perception   by  the 

enyineers   it   was   trying   to recruit   that   it   could   assure 

E»  thef    their    de^vel opn-ent   and   advancement   nor   job   security. 

Due   to   the   serious   implications   of   the  PA   process, 

pG'.ole  3-c   wary   Q^   changes  to   e/isting   systems   and, 

therefore,   leery   of   f>;:per mentati on   with   new   systems. 

Kowever,   researchers   continue  to  develop   new   ideas   in   an 

attempt   to   find   the   optimum mi>;   of   measurable   factors   and 

accept abi1ity. 

Three'   of   the   more  notable   scheme-    to   enhance   the  PA 

i.rocess   are   addressed   below,    fhe   first   is   a   proposal   to 

provide   'comparability'   of   performance   ratings   in   an 
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organization spanning di-fferent jobs, locations, 

responsibilities, and characteristics. The second is a 

structured approach to determining the individual raters' 

trends and biases in order to build a more equitable system. 

And the third system is a goal-oriented approach developed to 

rate -federal employees. 

Comoarabi1ity 

This concept proposes to integrate several PA tuois 

to enhance comparability. The concept is particularly 

pertinent to ^uiti-national organizations and those with 

stratified performance, i.e. one branch has i large 

proportion of high achievers whiie another has low achievei-^. 

Large organisations are frequantly -faced with the requirement 

to promote employees into positions for which there are 

qualified individuals from several disciplines and branches. 

Selecting the "best qualified'1 person is difficult unless 

there is a way to compare the individuals, ("he authors 

proposed a comparability scheme consisting of four kev 

elements: comparable criteria, multiple raters, benchmarks, 

and linking -aters i12:75-82). 

Compai able Criteria. A pc-nei of job experts 

identifies success criteria common to all 'obs ir the 

performance group (e.g. communicative skills, judgment, 

initiative, etc.). There criteria ensure that selection 

«lei. i" .i ons orf li ist i; un r .:«t iny*. d) pur f or manci» ur po'enli.»! in 
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tin.'  iiior>*    important   dinien'ainns  ui   1 he  new   loh.    lln-.  ^lr»a 

ensures  that   individuals  are  rated  on   similar   criteria,   thus 

the  rating   team   is   comparing   like  quantities. 

Multiple  Rater   System.   The  team  approach   to  rating 

ensures  higher   quality   of   the evaluation   because   it   minimizes 

personal   biases  ot   any   single rater   and   allows   tor   a  broader 

perspective   in   the   evaluation.   A  variety  o-f   rating   sources 

can   be  used,   such   as   matrix   supervisors,   coordinating 

•jjuppr visors,   or   even   peer   or   subordinate  ratings. 

Mc«thematical   computation   o-f   a   "rater   consensus   quotient" 

urovides   a   scaled   ranking   o-f   the  ratees   (12:81).   The 

consensus   quotient   not   only   rank   orders  the   ratees,   but   it 

also provides   scores   to   indicate  the  absolute   difference   in 

pe-r f ormance   levels. 

Benchmarks.   Benchmarks  designate  blocks   of 

t   >r+Drmance,    i.e.    90-100   =   Excellent;   80-89   =   Satisfactory; 

etc:.   Benchmarks   also   provide   an   anchor   in   the   overall   rating 

or oce&ü   to  help   the   rater   answer    the   question    "What   is   the 

re-tee's  Performance   compared   to'"' 

Linking   Raters.    Raters   able   to   observe,   or   link   to,   a 

vari-'t>   of   .lobs   and   levels   add   a   better   perspective   to   the 

evaluation.   According   to   the   authors:    "The   vertical   leveling 

provided   by   these   linking   raters   dramatically    improves 

hetneen   group'   comparability"    (12:75-82). 
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Procedures. Once the comparable criteria are 

determined, each ratee choses -five to eight raters. This team 

of raters includes the ratee's immediate supervisor, and 

should also include at least one rater -from a different 

branch or discipline as a linking rater. Raters then per-form 

the evaluation using a modified -forced-choice system with 

benchmarks for each performance criterion. Results of the 

rating are mathematically processed to derive1 a rank-order 

listing of ratees or a percentile score for each ratee on 

each criterion. 

hark Edwards et alii proposed the following criteria: 

leadership, goal accomplishment, problem solving, cooperative 

influence, organization and planning, personal 

accountability, initiative, and advancement potential. 

Results of the first three criteria are processed to 

determine a professional score. Results of the first seven 

criteria are processed to determine a composite (summary) 

score. Advancement potential is the raters' estimate of the 

likelihood the individual will be promoted in the next two 

years (12:81-82). 

The evaluation can be either part o+ the on-going 

appraisal process or an ad hoc comparison with other 

employees for a special purpose such as promotion. In the 

latter ta^e, the process could l»»» used instead of the more 

expensive Assessment Center concept i10:146-155). 
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Discussion.   The   concept   for   achieving   comparability 

ha^   promise  since   it   addresses   a   large  number   of   the  problem 

<?r eas   in   PA.   Conversely",   th«   concept   also   involves   multiple 

raters,   mathematical   processing   o-f   scores,   and   has  yet   to  be 

experimentally  verified.   Success  will   be contingent  upon 

etceptability   both   from   a   cost   and   understanding   viewpoint. 

ihp   output   is  a  good   job-anchored   rank   order   of   ratees 

applicable  to  a   variety   of   purposes  from  promotion   selection 

tc.  reductions   in   ^orce.    The   amount   of   time  required   to 

<le >    Lop   goud   criteria,   train   personnel   in   the  system,   and 

cc'iduct   evaluations  are   disadvantages.   However,   extensive 

documentation  and  simplified   output   may  o+fset   the 

di^advantages. 

L clicy   Capturing   Procedure   <PQLYCAP). 

The   idea  oi   POLYCAP   is   to   identify  and   document   a 

supervisor's  weighting   factors   for   individual   performance 

d)tensions  to  obtain   an   overall    (summary)   performance   rating 

s18:59-68).   Supervisors   may   not   be  aware   ot   their   own   biases 

i'nd   weighting   factors.    POLYCAP   is   intended   to  determine   the 

weighting   factors. 

The   weighting   -factors   are  determined   on   a   one   time 

basis   prior    to  th&   start   of   the   rating   period   in   one   of   three 

Wr^yä:    multiple  regression   analysis  of   a   trial    set   of 

appraisals  completed   by   the   supervisor;    factors   consciously 

established   by   the  supervisor;   or,   a  combination   of   these   two 
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in  which  the supervisor   formulates a  composite weighting 

factor   more accurately  reflecting  both  his  intentions  and  his 

actual   rating  behavior. 

The  factors  are  applied   then  to  the performance 

scores  during  the  appraisal   process.   When   the  supervisor 

fills  out  the  PA  form,   the  weighting  factor   for  each 

performance dimension   is   applied  to the   "raw"   rating   for  that 

dimension   to  obtain   a   weighted   score.    The  weighted   scores  for 

all   performar.ee  dimensions   are   summed   then   to   obtain   an 

overall   rating. 

This procedure  increases  reliability  and   consistenc/ 

of   the  PA  process;   precisely   specifies  desired   ratee 

behaviors and   links  behavior   to  evaluation  results;   and, 

provides  a  framework   for   monitoring   the  entire   system.    In 

addition,   it   lets  retees   know  what   is  expected;   simplifies 

the   PA  process;   and,   facilitates   equal   opportunity   efforts   to 

ensure   fairness   (18:68). 

Work-Results Method   (WRM). 

The  concept   for   WRM   is   a  collaborative  approach   in 

which   supervisor   and   subordinate  establish   performance 

standards  and  performance   elements  based   on  a   detailed   job 

analysis.   This  method   Mas   driven   by   the  Civil    Service  Reform 

Act   of   1978 which   required   management   to  define  the   work   to 

be   measured   (performance   elements)   and   the  measures 

(standards)   to  be   used   to   appraise  performance   of    federal 

workers.   A   key   feature  of   WRM   is   the  distinction   between 
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~rita c•l and non - cr i i cal perfor·•ance ~lee~tents. "fhts 

disttnction provides butlt-in we i '}hting factor s . 

8y usin9 critical elet~t~Pnts , s up.,.-visors are not 
for~•d to give higher sum~~tary ratings than they 
feel is appropri•te wh•n the e•ployee may have done 
well on a number of p.,..formance •leflents, but 
failed on the most important on•s <32:82>. 

Wh lle legal defensi bility is the fllain problem here, WRI'I also 

u ·ov i des ratings b a sed on job ar 1alycais. As .-.o t ed above job 

;, al 't s is is the k e y to o v ercofllling prob lems a nd providing 

- .-Jt h t n the PA proc ess. 

ma !nly spin- offs from ex1st i ng systems. P~rformance Appraisal 

syst~s can not be opti•i z ed r a ll p o tential uses 

<: i mu ltan~ously. Th£>ref .. ·..- e, PA s ste•• s hould be focused on 

so c: if1 c p , ; J os~s i n order to or. titt~ize the process; and, 

c. anges i optimJ z _ t h e ~A s y s _m tor secondar y purpo~•~ 

" ttt:o td d b e d fr 1 } ·; a a l yzed a nd e v al u a t ed t e ns 1r e tt"I&GE.' 

: t·- r 11] € d o no d r a t rom tl-te prt lr'ary pL•rpos e, Furthermo re, 

"i· i. J r s mLIS be ··.a,· t1 o u s tn u s 1n P r esu l ts for · other than 

t h - r J m r · p1..1 oose. 

" o iJ perfor~rran a n d pro mot i on p o ent 1 a l may require 

e p a · ate ~v l u t 1on c r 1 er i a . Bot h performanc _ · n d potent i al 

m·· 1.. s e . ithe r " r~ d i i 1"J11a l " or " oll a bor·a ti v_ " methodo logy ! 

h e present JOb does r.ot roecessa r i 1 y 

· r ·n l at e i n t cJ p · •. n t a . 



Finally,   job   analysis   and   rater   training   are  critical 

to an   e-ffective PA  system.   Personnel   managers   should   take 

care  to  ensure  that  the  logical   process  involving   job 

analysis,   job   specification,   and   job  evaluation  is  care-fully 

followed  and  that  the  rating   system   is well   understood   by  the 

raters.   System  designers   must   ensure  that   rating   dimensions 

adequately   reflect   the  performance   factors   required   by   the 

organization:   leaders   and   future   leaders  shuuld  be-   evaluate«.! 

on   leadership   ability   and   potential.   The ue;t   chapter   focuseü 

on   the   official   performance  appraisal   tool   for   United   States 

Air   Force  o-fficers,   the  Officer   Effectiveness   Resort. 
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Chapter   4 

DISCUSSION 

Thi^   chapter   briefly  reviews   the  United   States   Air 

Force   (USAF)    Officer   Effectiveness   Report   (OER>   and 

promotion   systemsi   compares   the   present  OER  with   the 

.leadership   traits   identified   in   Chapter   2;   and,   makes 

recommendations   for   enhancing   the   OER  system  as   a  promotion 

scolection   tool   oaser.   en   leadership. 

Of ficer   Effectiveness   Reports 

The   purpose  of   the   officer   evaluation   system   is   to 

provide   the   Air   Force  with   information   on   the  performance 

• <nd   potential   of   officers  for   use   in   making   personnel 

-«anagement   decisions,   such   as   promotions,   assignments, 

'>agmentat i ons,   school   selections   and   separations.    It   is 

iitended   also   to  provide   individual   officers   information   on 

their   performance  and   potential   as   viewed  by  their 

evaluators    (31:5). 

Th»?   evai uat J on   process   involves   four   different 

D'nis,   but   the  ('.fficur   Ef f ect i vr-ness   Report    (AF   Form   707)    is 

'''t    rral    backbone  of   the-  evaluation   documentation.    The   rater 

jses   the   Officer   Effectiveness   Report   to  document 

ue^r formance   and   potential   for   increased   responsibility 

(31;5).    This   single   form  provides   background   information, 

rating   scales,   rater   comments   and   narrative,   suggested 
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follcNM-on   assignments,   and  en dor semen ts   (comments)   by 

o-fficers   in   the chain   of   conunand   above   the  rater.   The  OER   is 

maintained   in  the of-ficer's  personnel   records  and   is 

available  to  the  individual   and  his  supervisor. 

The   present  OER  system  rates  Promotion   Potential   cxno 

Performance   Factors of   the present   job.   Performance  Factors 

rate   how  well   the  ratee  accomplished   his  particular   job, 

without   comparison   to  other   officers   in   the  same  grade.    In 

the  Potenti«.]    s-^ction,   the  r enter   i •:.   to  t>vajuate   the  ratete   •.- 

capability   tor   assuming  greater   resoonsibi1itv,   öS  compared 

to  other   officers   in   the   same   grade   known   bv   the   evaluator. 

Furthermore,   the  rater   bases   the   evaluation  of   potential   on 

the  ratee   s   performance  and   accomplishments during   the 

period   of   the   report   but   also   may   include  consideration   of 

experience,   education,   job   scope   and   responsibility   i3ls9). 

The   USAF   formally   instituted   or   informally   evolved   a 

number   of   mechanisms   in   attempts   to   determine   t^ue 

performance.   For   a  period,   the  USAf    employed 

forced-distribution   vo  discriminate   performance.   At   present, 

the  chief   discriminant   is   tht?   ran»    of   the   final   endorsing 

official.    The   theory   being   that   truly   outstanding 

performance   will   be   acknowledged   bv   higher   ranking   officers. 

The   use  of   endorsements   resembles   c<   "linking   raT:er  ' 

mechanism   currently  being   discussed   in   the   civilian 

literature    «IT;75-87).    The   scheme   to   continually   elevate   an 

OER  may   also   be   seen   as   a   truncateo   'team   rating",   wherein 

successive!/   higher   ranking   individuals   tacitlv   approve   tho 
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rating by  «Mimlinq  the  turn» upward.   Tht  OtR culmm-ates,   +or 

most   purposes,   in   the  selection   board  process. 

Selection  Boards 

The   centralized  selection   process  for   promotion   and 

professional   schools employs  committees  of   officers to  make 

nersonnel   decisions.   Selection   decisions are based   on 

dacLtmentat i on  contained   in   the   individual's   "selection 

folder "    (Officer,   Hü  USAF   Selection   Board  Group   part   of   the 

Halter   Personnel   Records),   which   includes  an historical   filt 

of   the   individual's OERs   (4(3:8-11).   Selection   boards,   using 

the OtRs   and  other   documents   (Training   Reports,   Officer 

Military   Record,   award   citations,   official   nhotograph, 

Dfficer   Selection  Brief,   etc.)    in   the  selection  folder, 

determine  the   individual 's   "assessed   potential   to   serve   in 

the  higher   grade,   in  po   itions  of   greater   responsbi1ity" 

'4(3:10).   Assessed   potential   is  based   on   leadership  because, 

=»•-.  pointed   out   in   Chapter   2,   the   officer's  primary   function 

L-^   Lc.   lead,    whether   he   i :   the   commander   or   part   of   the 

immandG'r's   staff.    Therefore,    increased   emphasis  on 

leadership   in   the  OER   will   translate  directly   into  better 

'   r  »nnnel    decisions,   including   promotion   selection,   and   a 

higher   quality   officer   corps. 

The   selectior   boards   are   composed   only   of   senior 

officers,    and   there   i s   an   attempt   to   assure  tnat   the 

composition   of   the  board   accurately   reflects  the  population 

of   eligiblen   (those  being   considered   for   selection). 

:-7 
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Procedurally,   board  members  simply  rank   order  the   individual 

selection   folders.   Conceptually,   the  board  collectively 

constitutes   a   linking  rater   spanning   the  entire  USAF,   which 

ensures  comparability o-f   all   individuals  under 

consideration. 

Feedback   from  board   actions   are  minimal.   Board 

members   may   voluntarily  review   an   individual's  records  witn 

him   in   an   advisory  capacity   after   tne   board  adjourns,   but 

direct   feedback   relative  to   the   proceedings  and   findings   c^ 

a  specific   board   is  prohibited    (40:14).   Official   selection 

board   results   (selection   and   non-selection»   are disseminated 

to   the   individuals  concerned   through   their   commanders. 

Selection   results  are   later    given   a   general   release   and 

include   detailed   breakdown  of   selection   rates  by   pilot, 

navigator,   medical,   etc.   Non-selection   results are  usually 

confined   to   official   channels   (commanders   and  personnel 

offices).   Experts   at   the  USAF   Military   Personnel   Center,   the 

centralized   USAF   personnel   office,   will   provide   individual 

counseling   upon   request.    This  counseling   generally  discusses 

the   individual 's  records  and   may   include   advice  to  the 

individual   for   enhancing   his   recorcs,    such   as  performinq 

higher   visibility   jobs  and   acquiring   more   education. 

Promotion   Concept 

Together,   tht-  OF.R   and   selection   board   systems   i or n 

the   USAF  promotion   mechanism.   The   OtR   i^   the  backbone   o*   the 

individual ' ■-    promolion   meiert ion   folder,   [.ruviding   thf   ( hiiH 
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means   for   the   individual   supervisor   to  communicate  to   the 

board.   The  board   reviews  and   rank   orders   folders of   all 

i ndi vi dual fi  untlnr   consideration!   and,   the  USAF   then  promotes 

the number   of   individuals  from  the  top   of   the  rank   order    to 

aieet   manning   needs. 

The   present  OER-promotion   system   is  designed  to 

qualify"   individuals  for   promotion   consideration.   That   is, 

the? major ity   of   officers will   receive  high   ratings  that 

qualify  them   for   consideration  by   the   selection  board.   The 

board  merrbers   must   discriminate  between   individual   folders 

to  make  rani    order   decisions.   Discriminants,   found   in   the 

selec'iion   folder,   may  be professional   and   academic   courses 

attended,   addit  onai   duties,   official   photograph,   job 

history,   endorsements,   etc.   The  board   rank   orders  folders  on 

Ute  assumption   that   the folder   adequately  represents  the 

officer.    In   doing   so,   the  board   places  trust  and  confidence 

in   the  rater   and   en.orser   that   they   have   truthfully   (within 

t ht?  constraints   of   the  s/stem)   described   the   individuell 

officer   and   made  worthy  recommendations.   The  present   system 

|/«r(iii ts   an   individual   whn   i ^   non   selected   one  year   to   be 

' unsidered   for   promotion   in   subsequent   vears.    therefore, 

i   ipf ovements   in   performance  and   potential   of   late  bloomers 

c^n   be  recognized.    This   is   in   agreement   with   McGregor   who 

'intended   that   two  of   management   s   mo^t    important   tasks   are: 

to  provide   conditions   in   which   the  workers   can   develop   t leir 

inherent   potential,   capacity   for   assuming   responsibility, 

■3   d   r-eadiness   to   pursue  organization   goals;   and,   to  provide 
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a pool   of  potential   leaders   "to  fill   a  variety of   specific 

but  unpredictable  needs"   <27:15,76).   The  officer  corps 

perceived  that   the controlled OER system  eliminated 

individuals  from  consideration.   Once  an   individual   was rated 

in  the   lower   half,   there  was   no  opportunity   to recover.   As 

McBregor   noted,   an  organization   in   which   workers   feel   ar. 

absence  of   approval   will   encounter   morale   problems,   and 

effective discipline  will   becomu   difficult    (?7:54-55>.   The 

stjijitc«  of   IjE'inq   in   the   lower   hair   of   the   offiLer   corps, 

coupled   with   the   inability  to  compensate   made   the controlled 

ÜER  system   totally   unacceptablo.    Therefore,   the ÜSAF  was 

forced  to return   to  a more success   oriented   OER  system,   with 

all   the  attendant   problems   (35). 

Problems 

The   acknowledgad   problem^   in   the   present   OtR  syster 

ar~   leniency,   rating  on  general   impressions,   and   differences 

in   the  standards   of   individual   t?valuatorti    'too hcird.   too 

easy)    (31:6).    These  are  general   performaice   evaluation 

problems  and   not   limited   to  the  OER   s/stem.   Additional 

significant   problems  with   the OER   include   inflation,   lack   cf 

rater   training,   and   lack   of   feedback.    These   problems   detract 

from   the  effectiveness  of   the  OER   in   documenting   an 

officer's  performance  and   potential   both   fo"   por sonnel 

decisions  and   letting   the  ratee   know   where   he   stands 

(1: v-iv) . 
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luf J aiiüfi. 

In-flation   of   the  rating   scales   and   narratives  of   th« 

OER   is  driven   b^   two   factors.   First,   the  need   to  use   the  OER 

to  provide   feedback   to  the  rate©  and   maintain   morale 

requires   higher   than   actual   ratings    (14:332).   Points   on   the 

rtting   'jcale   are   well   described   by   the   Performance  Factors 

ot.tand^rds   in   an   array  of   descriptive  remarks   in   the   style  of 

a  Etehavioral 1 y   Anchored  Rating   Scale   (31:47-48;.   Dut   raters 

perceive   tiiat   a   realistic   rating   in   accordance  with   these 

standa-ds   is   a   s   gn   to  the  selection   board   that   the 

individual    is   an   inadequate  performer.    Writing   an   OEP   is   an 

a.'l    of   signals   arid   subtleties   to  tell   the   beard  what   is 

rrclly   meant,    while   simultaneouslv   maintaining   ratee   morale. 

Secondly,   the   oti-er   pi-oblems,   lack   of   adequate  rater 

training   and   lack   of   feedback   to   the   rater,   contribute  to 

i nf 1 atiDM 

1 yck_ of   Katar     tj ■s-.UJ.iUV.i 

Formal    training   on   the  OER   system   IB   cunducted   in 

'lit-   rt»'-idenl   courses   of   Squadron   Officer   School   and   fUr 

■ nrr.in- >.i   and   Staff   College.   Since   these   coui ses   can   be 

cumpleted   by   means   other   than   in   residence,    it   is   possible 

tor   an   officer     to   proceed   through   the   ranks   to  colonel 

without   rece: v-inc   any  formal    training   on   the   ULi    or   the 

promotion   system.    For   the  inosi    part,   r^ter    training   is   "on 

4:-. 
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the   job"   with  reference  to the regulations   and   assistance 

■from  the  next  higher   officer   an  the  chain  of   command,    fne 

lack   of   formal   training   is ©acerbated   by   the   lack  of 

feedback. 

Lack   of   Feedback 

The   individual   must  be told  how  well   he   is doing   to 

meet   his   need   for   security,   a  basic   requirement   for 

orgamrationel   success   (27:5o/.   The  present   ÜSAF 

OER-promotion   system   is   inadequate   in   tnis   respect.   Feedback 

from  the  rater   to   the   rat€>e   is direct.    The   rater   can  counsel 

the  r atee,   for   instance,   and   the  OER   is   always   available   for 

review  in  the   individual's  personnel   records.   However,   due 

to  inflation   in   the  OER,   the  rating   and   counseling  may  be 

very  different   in   tone.   The OER   really  does   not   tell   the 

individual   where  he   stands.    In  fact,   only   the   Military 

Personnel   Center   and,   perhaps,   the  selection   board  know  for 

sure  where  the   individual   stands,   and   the  board   proceedings 

are not   released—only   select   and  non-select   lists   (40:14). 

There-fore,   feedback   to   the ratee   is   limited   and   ambiguous. 

Feedback   to   the  rater   is   even  more   limited.   The 

reviewing  or   endorsing   official   quality   controls   the  OER   <<rid 

"... controlCsl... rater   tendencies   to  overrate"    (31:43). 

There  is   no   official   feedbacl   required,   statistical   or 

otherwise.   Therefore,   raters   have   irew  benchmarks   for 

determining   the   validity   of   their   own   judgements.   Raters 

tend   to  overstate   performance   " mst    to  be   nr   the   sa+tj   '.irh", 
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particularly  when   the  ratee  is  a good,   sound    (but   average) 

performer. 

The  ÜSAF   has   tacitly  accepted   inflation   of   the 

present  DER  as.   a   standard   practice.   The  system   of   signals 

and   innuendoes  to   the   selection  boards   provides  a  compromise 

between  di scimi r.ating   between   individuals   and   maintaining 

Tiorale.   However,    a   more   basic   issue  than   inflation   of 

'atjngs   is  the  dimensions  to be  rated. 

Per i ur mame   P actors/Leader ship   Traits 

This   section   evaluates   the  extent   to   which   the 

present   OER  focuses   on   identifying   leadership   potential.   The 

discussion   begins   by   addressing  the  ten   dimensions   of   the 

HER  Performance   Factors.   As  noted   in   Chapter   3,   past 

performance  does   not   necessarily   translate   to   future 

potential ;   taut,   as   pointed   out   in   Chapter   2,   the  presence   of 

traits   in   the   individual   can  be  an   indication   of   leadership 

i otential. 

The  ten   WV<   Performance  factors   ar»?   job   knowledge, 

mu'gement   and   deci iions,   ability   to  plan   and   organize  work, 

management,   leadership,   adaptability   to   stress,   oral 

; ni'imunicat ion ,   wrir.ten   commufiicat i en ,   professional    qualities 

• Mt!   human   relations    (31:46).   Table   1   presents    s   summary   of 

Lne  comparison   between   the   OEF<   Performance   Factors   and 

leadership   traits   itlentified   in   Chapte.'    2. 

The   leadership   traits   include   all    ten   of   the   ÜHR 
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Performance Factors.   However,   the converse   is  not   true.   As 

shown   in  the   -following   discussion,   the  ten   Performance 

Factors of   the present   OER  do  not   fully   cover   the  eight 

leadership   traits  developed   in  Chapter   2. 

Job   Knowledge.    (Depth,   Currency,   breadth   .   Besides 

technical   knowledge   implied   in   the OER,   the   individual   shouiC 

possess  orqarn 2 at ional    knowledge.   The   leader's   tasks   inciuuc 

intetracing   with   other   offices  and   traimnq   :us   seborainöte' . 

He  must   have   this   full   aimension   at   tcnowledae   to  be   an 

effective   leader.   The   present   OER  Pettorma-ice  Factor   lacks 

scope. 

Judgement   And   Decisions.    (Consistent,   Hccurate, 

Effective).    Intelligence   most   dppropr i-jtei y   describes   this 

factcr.   Howe .'er ,    intelligence   is   one   ot    the   'required"   traits 

of   Chapter    2.    This   factor   should   bf?  placed   in   a   Professions: 

Contpetence  block   to   indicate   the   irdiviaual   s   fitness   for 

continued   service. 

Flan   And   Organize   Wort .    tTinely,   C'eative).    Flsnning 

Ability   corre?ates  precisely   with   thit»  factcr. 

hanöqemf.'nt   cf   Kesourcei.    (Mar,power   ^ no   Maternal). 

Planning   Ability   a 1 r-io   includes   thi^   factor . 

Leader 5>"ii p.    (Initiati -e.   Accept.   Responsi bi 1 i tv) . 

'In 
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Inrt.) alive  r-uvd   Responsibility   include   this   factu,     from  a 

dra-finition  standpoint.   But   there   is   inuu-ffic.ient   correlation 

i nee   leadet^hip   includes   many  mjire  escential    traits   as   '-.hown 

in   Chapter    2. 

Adaptability   to   Stress.    (Stabi e,   Fl e> ib1e, 

Denerdable) .   This   -fails   under   Courage,    Intelligence   and 

CIIC'' es^   of   the   required   traits.   This   factor    should   be  pxaced 

L nder   f'rofessional   Contpetence. 

Ural   a ii:j_ Wr 11 ten   Lqatmun i cat i onu.    (Clear,   Cone i se, 

Ortieftized,   Confident).    Thtese   factors   are   included   under 

i .r<(iimuriicat i ve  Ability.   Although   individually   addressable1, 

writing   and   speaking   are   not   so  di-fferen':   as  t o   warrant 

separate  rating   factors   and   shoild   be  combined. 

Prof ess i onal Dual 11 les.    (Attitude,   Dress, 

r. copEration) .   Cooperation   should   be   included   under   Personal 

i.'-I'lt i^ct s;    ti.e   other   factors   bei ong   in   Professional 

- <   i>pi i ence,   •i'     i rvd • t at or »-;   of   comim tnient. 

Human   Relations.    (tana1   Opportunity   Participation, 

Sef'ti 1 i vi ty > .    Sensitivity   belongs   under   Personal    Contacts; 

t;>,'   ether   factory   should   be   included   under   Professional 

C    nuetence.   Bigotry   ^mi   bias   have   no   place   in   the   military. 

iablü   2   provides    •   comparison   of   preset,t   üfc'H 

r-<?r forma nt.e  Factors  with   the   leatiership   t^ai'. i    identified   in 

A " 
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Chapter  2.   There   is  a considerable  degree  of   matcn   between 

thm  two  sets o-f   factors.   The  major   difference   is  one  of 

scope.   The  leadership  traits encompass a  broader   range  of 

factors,   rather   than   considering   leadership   as  a   single 

dimension.   The   leadership   traits   are both   fewer   in   number   and 

broader   in   scope  than   the   present   OER Performance   Factors. 

Therefore,   it   is  clear   that   the   abilitv   of   the  present   OER   to 

identify   leadership   potential   can   be  improved. 

Procosal 

The purpose of the ÜER needa to be refocused. The OER 

should evaluate, as objectively as possible, the quality of 

the individual's performance of whatever job he holds as it 

casts light on his ability to perform at higher levels of 

responsibility in the organizational structure. The present 

Performance Factors of the OER should be replaced with the 

leadership traits identified in Chapter ?. Revisions should 

incorporate <■» full scale effort to aevelop Behavi orally 

Anchored Rating Scales to better define points along the 

continuum of each factor, similar to the present Performance 

Factor Standards. While this will not solve tne inflation 

problem, it will provide reference points on which the rater 

can base his evaluation. 

Promotion PotenLial IndeK 

In order to enhance the OER as a promotion selection 

tool based on leadership, the ratings should contribute to 
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df'·riv<'< tlon of ;:m overall promotion potent. ial. the tresent. OER 

Promotion futent1al fil=tc1r should be replaced W.llh a 

Pro~ation Potential Index computed from the eight rated 

fact ors because: the traits collectively define leadership; 

a nd, promotion should be based on leadership. 

Use of an overall inde:: would permit we1ghting of the 

~~~ es to emphas1 ~ e i~dividual factors, similar to the 

" r rL'l'C4P" mechani s m addressed in Chapter ·:;. The new 

llPutenant wo·Jld b& heavily weighted in Knowledge; the fl1ght 

cOMMander would be IMlre heavily weighted in Delegat1on and 

1-;e:spons.tbility; and, the squadror. operations ofiicer would be 

mnn.? neavily weighted in Goal Setting. The s hift in ..eight 

pl .. ,c ~s emphas1s on the mon? important asopects of the present 

job or the next ssignment. The individual would improve the 

r-1ght aspects of h.ls Job perforn.anca while enh u n c ing his 

pr lflCJt :ion i nde~· • 

Rel~ase of Promotion Index figures could provide 

·.· r. .,dbu ~ to ' ate s and raters ali l·e . However. there are 

''"\~"-\'ds .:t ~so, i C1tt: d wit thl5. The off1cer· orp!:. will resio:;t a 

P ' vtPI)tltm syo:;t.e. '-4hl c h u ses c omp utations b s ·don qua ttdtlve 

o~~e vd tlons; ther _farP , the fin~l dec1sion in pr ~motion 

~!.?l • :ct1on will remain the prerogative of the s~?lec:t o 

. -.;.r -is. Shaul d t he bo rds select individuals w1 tn 1 ower 

p. omotio~ in e~ numbers o~er those with higher numbers , the: 

d anti i~flation ry de ~ices wil l be 

1 ... 1 i tJat . d a n d the ot- f-:. t.:er cot- ps probabl '{ will r J£> C: t thE

L~~ ~ ys•em. The three most obv1ous alternatives are: (1) make 



the  OER   a  cijsed  systc?m;    (2)   u&e  the   Proaiotion   Potential 

Index   and   accept   the  problems;    or,    <3>   do  not   use   a   computtd 

promotion   index. 

The   "closed"   DER   system   is  one   in  which   results   are 

not   disclosed   to  the  ratee.   A   closed   QER  system  would   further 

reduce   in-flatlonary  pressure.   Raters   would   tend   to  give   lower 

(and,   presummably,   more   accurate)   ratings   i-f   the  OER   were  net 

available  for   review  by  the  subordinate.   However,   the   closed 

system   interrupts  an   important   communication   link   between 

suptrvisor   and   subor dinate  and   eliminates  real   feedback   to 

the   ratee. 

The OER communication link could remain open it the 

Proniotion Index were not used. Not using an overall index may 

be the the easiest compromise, but it negates the benefits of 

weighting the scales to attain the desired emphasis on 

particular per+ormance factors. The challenge is to develop c 

system which is both +unctionai and acceptable to the officer 

corps. 

A  possible  solution   i i   a   board-derived   figure-of- 

ment    (FOM)   which   is  not   released.    This  FOM  mity   oe  e> plained 

as  a   consolidation   of   all   available   data   including 

endorsements,    letters   to   the   board.   Air   Force   requirements, 

and   the   promotion   index.   Such   a   device  would   leave  promotion 

selection   under   board   jurisdiction,   retain   a   degree  of 

■feedback   to   the  ratee,   and   utilize   the  scale   weighting.    It 

may   also  be   .«M   rtcturate   represr'ntuili un   n*   th»    v.« lettion   Itn^rd 

profess.   At   any   rate,   this  oferti   the  be?;L   mmprumise   between 

M 
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\:\\i-  reality   o+   D(    I t; er    corps   acceptance and   the   re qui r lament 

to  provide   -feedbac:^   to   the  raters  and   ratee^. 

Frof etjai onai   Competence 

The   required   leadership   traits  should   be   included   as 

a   separate  evaluation   block.    This   would  be   a  retain/dismiss 

ticjure   similar   to   the   "critical   element"   device   addressed   in 

the   Wor k-Resul t1;  Method   discussion   in   Chapter   3.    Factors 

< nder   Pro+essiunal   Competence   should   include   intelligence, 

ittteqrity',   honettv,   courage,   successful   image,   and 

c ".''luni tment.    Incurpor ation   of   these  recummendat i ons  with   the 

fttdiiiys   and   concliisions   from   previous   "hapters  will   provide 

the  baseline   for   a   much   improved   DER   focused  on   leadership. 



Table   1 

Potential   for   Leadership   Traits   To Meet 
Present   OER  Per-f ormance  Factors 

Performance  Factors 
■from  Present   OER 

Leadership   Traits 
from  Chapter    2 

1. JÜB KNOWLEDGE 

2. JUDGEMENT/DECISIONS 

3. PLAN/ORGANIZE WORK 

4. MANAGEMENT OF RESOURCES 

5. LEADERSHIP 

6. ADAPTABILITY TO STRESS 

7. ORAL COMMUNICATIONS 

0. WRITTEN COMMUNICATION 

9. PROFESSIONAL QUALITIES 

10. HUMAN RELATIONS 

KNOWLEDGE + 

INTELLIGENCE/SUCCESS 

PLANNING ABILITY 

PLANNING ABILITY 

INITIATIVE/RESPONSIBILITY 

COURAGE/INTELLIGENCE/SUCCESS 

COMMUNICATIVE ABILITY 

CDMMUNICAriVt ABILITY 

PERSONAL CONTACTS/PROFESSIONAt- 

COMPETENCE 

PERSONAL CONYACrs/f ROEESSIONAL 

COMPETENCY 

Notes: 

■♦-   -   Exceeds  scope  oi   Performance   Factor 

Ail   OER   Performance  Factors   are   met   by   the 
Leadership   Tracts  -from Chapter   2. 
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Table  .: 

Ability   of   Present  DER  Performance  Factors  To   Meet 
Leadership   Traits 

Leadership   Traits 
from  Chapter   2 

Performance   Factors 
from  Present   OER 

1. KNOWLEDGE 

2. PLANNING ABILITY 

:'. GOAL St l I ING 

■'. COMMUNICATIVE ABILITY 

5. PERSONAL COm ACTS 

/. INITIATIVE 

/. DELEGAT I ON 

:.i. Rf SPONSIDIcIT , 

JOB KNOWLEDGE * 

PLAN/ORGANIZE WORK 

ORAL/WRITTEN 

COMMUNICATION 

HUMAN RELAi'IDNS * 

LEADERSHIP 

* 

LEADERSHIF 

Notes: 

« - Dues not. fulfill scope of leadership trait 

Qthur DER Ferformance Factors roug* ly meet tne 

comparable Leadership Fraits identified in Chapter 2. 



Chapter 5 

FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS 

The purpose of this study was to research 

applicability o-f the USAF QEh   system as a promotion 

selection tool. Research included a study ot leadership anJ 

recent developments in performance appraisal systems. The 

study also reviewed the present OER system and its use in 

the promotion selection process. The ratinq -factors of the 

present OER system were compared with factors identi-fiea 

during the research on leadership. Based on this review aro 

comparison, recommendations were made for updating and 

refining the OER system. 

Leadership 

The primary function oi   the USAF officer corps is to 

lead. This •finding is based on commonly accepted 

organizational practices, heritage, demands of a calling, 

and the officer's commission. Tnerefore, the officer's 

selection for promotion should be based on leadership 

potential. 

Rating Dimensions 

Character traits define leadership ability in an 

individual. Vhere are "required" traits, without which the 



iudividual will not be accepted by the group, and 

"desirable" trait , which -.~nhance the individual's ability 

to lead. The major required traits are: intelligence, 

integrity, honesty, courage, successful image, and 

c ommitment. Desirable traits are: knowledge, planning 

a bility, goa l setting, ca..un i cative ability, personal 

contacts, initiative, delegatton, and responsi bility. 

Compar i son of these traits with the present OER Performance 

F uc tors sho wed a high degree of commonality . Present rating 

f ~ctors were inc luded in the required and desirable traits. 

However , the present rating factors did not t nclud• all 

s pects of the required and desirable traits. The OER should 

h~> pdated wi t h the ,required and desirable tra1ts as new 

ral1 ng f a ct ors. 

Feedback 

The pres en OER and promotion s elect i o n proc ess do 

.""tot a dequatel y "let pe ople know where they s tand." 

: t. tl he r'latl C·• l p r- (Jc e s sing of at i ng scores can pr·ovi de a 

·ve lop ing ~ gen r al, real 1sl t c feedbac~ 

d~~ 1ce to t he rat e. Mathem t i cal handl i ng o f ratl ng c or es 

·· iso permi ~ :,..~e 1 . l. ing of +act ors to 1n r t:! a S•? e••1pha si s on a. 

p ~ r ti c:u l ar t r a it. n a tjngs snould be weJ g h ted an d pr oce s sed 

f r der1vation o~ an over a l l Promotion Pote nt1al Index i n 

· r d e r t o p r o v 1de feedbac k to the r atees ; t o p r ovide a device 

f,:,r emphasizi n g mor e important rat i ng factor s ; and , to 

p :J · <~ e a benct1ma k f .:>r promot 1. on sel ect · o n . 
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Processing   o-f   rating   scores  can   also  provide  trends 

and   standings   to   tne  rater.   Feedback   would   relieve 

inflationary   pressure  and  encourage  more  realistic 

evaluations.   Ratings  should   be  processed   to   let   the  rater 

"know  where  he   stands." 

Trainx nq 

Better   understanding   of   the  OER   system   and   promotiof. 

process   would   enhance   acceptability   of   the   syste.ns,   relieve 

somt?   of   the   inflationary  pressure,   and   permit   officers  to 

concentrate   on   the   important   factors  o+   leadership.   Formal 

training   on   the   OER   system   and   promotion   process  should   be 

enhanced   at   the   base   level. 
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